Figure 2. The VANGUARD is an iterative planning process that features

program reviews at successive management levels before the proposed

program is submitted to the Air Staff for a decision.

to modify planning within mission areas.

Three levels of expert opinion and judgment are
applied (see Figure 2). The proposed program is
formulated using input from the VANGUARD
planners, the product-divisions, and the Mission-
Area Panels of the Program Evaluation Group.
The using command also participates in the effort.
The first level of review of the whole program is
done by the Program Evaluation Group which
consists of Air Force colonels who have extensive
experience in one or more mission areas, Collec-
tively, they represent experience in all mission
areas. The Program Evaluation Group looks at the
proposed plans across the mission areas and ren-
ders its collective judgment on them. The group
generates a proposed total program that conforms
to fiscal guidance and promises to deliver opti-
mum capability within cost and technological con-
straints.

Conducting the second level of review is the
AFSC Council, which consists mainly of general
officers and is chaired by the vice commander.
This body reviews the Program Evaluation
Group's output, renders additional judgments on
major issues, and submits the total program to the
commander. The commander carefully reviews the
total program to ensure that there is an underlying
thread of logic in it, that there is consensus among
the using commands, and that funds and schedules

for acquisition and support make sense.

Once approved by the commander, the set of in-
tegrated and modified plans becomes the official
proposed program of the Air Force Systems Com-
mand. Because the program has been formulated
within dollar constraints using well-reasoned value
judgments, it is balanced and traceable. Through
marginal analysis, trade-offs across mission areas
are done so that each issue can be viewed in the
context of its competition in other mission areas,
There is never a need to make a last-minute snap
judgment out of context with the whole program.

In the formulation process, a set of plans has
been transformed into a set of programs. In
VANGUARD, the line of demarkation between
plans and programs is intentionally obscured. The
various annotations and conventions that the pro-
grammers have required are preserved during the
planning process and the various levels of effort in
program elements are structured in the required
decision-package formats by the program man-
agers so that the transformation of plans to pro-
grams is a coordinate transformation that can be
done by computer. The dissolution of the bound-
ary between planning and programming is a sub-
stantial side benefit of VANGUARD.

The coupling of the analysis and planning activ-
ities into the Program Evaluation Group and
Council for the formulation of a formal program
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